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ABSTRACT 



This paper outlines a matrix approach to shared governance 
developed at Central Michigan University (CMU) , designed to help faculty and 
administrators focus on specific decision areas and to define existing roles 
more clearly. The process began at CMU in spring 1998 with the formation of 
an ad hoc committee on governance which surveyed faculty and administrators 
on the issue of campus governance. After completing its work, the committee 
presented eight recommendations to the academic senate; these included: (1) 

having the ad hoc committee serve as an implementation committee to devise a 
plan to operationalize recommended actions; (2) agreement on roles and 
responsibilities of the Board of Trustees, administration, faculty, and 
students in shared governance; (3) improving communications; (4) establishing 
a team approach to planning and problem solving; (5) considering faculty 
input to decision making; (6) retaining the current decision making 
procedures unless they were formally modified; (7) requiring decision makers 
to communicate their actions/decisions; and (8) providing the university 
community with on-going education regarding decision making policies and 
procedures. Other sections in the paper cover discussions with and findings 
of the various participants in shared governance; and explain the roles and 
responsibilities matrix that was developed. The completed matrix is appended. 
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I. Abstract 

An underlying problem for many institutions experiencing difficulties with shared governance is often 
a lack of meaningful dialogue focused on differentiating the specific levels of involvement for 
stakeholders in decision-making on campuses. It is important to establish a process for open inquiry 
that is non-threatening, objective, inclusive, and one that culminates in an agreed upon operational 
definition of shared governance and the roles played by each group. The fundamental premise of the 
matrix approach is that decision-makers can be led through a systematic process of examining areas 
of responsibility and decision making resulting in a functional document that will serve the institution 
as a roadmap for shared governance. The matrix approach is a useful methodology to help faculty 
and administrators focus on specific decision areas and to define existing roles more clearly. It is not 
intended as a vehicle to solve basic differences of opinion regarding governance issues; however, the 
approach can be useful in identifying areas of disagreement. The information presented in this paper 
provides the reader with an explanation of how the matrix approach was developed involving several 
key stakeholders on campus 

II. Senate Ad Hoc Committee on Governance 

In the spring semester of 1998, the Committee began its study of governance by discussing and 
reviewing faculty and administrative perspectives on governance at CMU, current studies on 
university governance, the “AGB Statement on Institutional Governance,” and relevant reports and 
survey results which provided insight into the campus climate and issues related to governance. The 
Committee also conducted a brief and preliminary survey of all regular faculty and academic 
administrators on the issue of campus governance. The findings were not statistically significant 
(only a 10% return). Nevertheless, the “snapshot” impressions disclosed in the responses did 
support the findings from an earlier NCA report, as well as previous reports and survey results 
dealing with governance issues on the CMU campus since 1994. 

In the fall of 1998, the Committee arranged for a more thorough and timely survey designed with 
assistance from the Center for Applied Research and Rural Studies (CARRS). The response rate 
was 93% of those contacted by CARRS, which was 66% of the targeted group. (CARRS was unable 
to reach all of those in the targeted group which consisted of 639 full time faculty and 37 senior 
administrators and academic directors. Responses were obtained from 418 faculty and 28 
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administrators). Student input was aiso sought by focus group interviews with student ieaders and 
from students’ responses to reievant questions in the 1999 Institutional Student Survey. 

Based on its work, the committee arrived at eight recommendations which it presented to the 
Academic Senate on February 16, 1999. At the senate and in an open forum, suggestions were 
soiicited for the implementation of those recommendations. These suggestions were added to the 
recommendations, the background information and research findings and presented in a final Senate 
Ad Hoc Committee on Governance Report in May 1999. As a resuit of the Committee’s study and 
deliberations over the past year, consensus was reached on the following recommendations: 

1 . The Ad Hoc Committee on Governance should serve as an Ad Hoc Governance Implementation 
Committee to devise and implement a plan to operationalize the recommendations set forth 
below. 

2. Devise and agree on the current roles and responsibilities of the Board of Trustees, 
Administration, Academic Senate, faculty and students in shared governance. 

3. Improve the communication environment in order to build mutual trust. 

4. Establish a team approach to planning and problem-solving. 

5. Solicit and consider faculty input before decisions are made that have a direct impact on the 
academic area of the university. 

6. Obtain commitment of the Board of Trustees and the Administration to adhere to current policies 
and procedures governing decision-making until or unless they are formally modified. 

7. Require decision-makers to communicate their actions/decisions with rationales related to the 
mission of the university. 

8. Provide on-going education for the university community regarding the agreed upon decision- 
making policies and procedures. 

III. Implementation Committee on Governance 

A. The members of the original Senate Ad Hoc Committee on Governance moved into the 
second stage of its work as the Ad Hoc Governance Implementation Committee. 

Beginning in the summer of 1999, committee members collected data on the various 
participants in shared governance, i.e. the Board of Trustees, Administration, Academic 
Senate, Faculty Association, and Students: 

1. Board of Trustees 

A Board of Trustees Workshop was held on July 8, 1 999. One of the agenda items was a 
review of the Senate Ad Hoc Committee on Governance Report. The Report and its 
recommendations were endorsed by the Board of Trustees. The Board of Trustees current 
Charter and By-laws were reviewed for their roles and responsibilities. The authority retained 
by the Board and the responsibilities delegated to others were identified and brought back to 
the Implementation Committee by the Trustee representative. That information was then 
incorporated into the “Roles and Responsibilities” Matrix. 

The Board is currently in the process of reviewing and consolidating its Charter and Bylaws 
into a single document. The ultimate goal is to document, codify, and harmonize the shared 
governance roles and responsibilities of the university. 
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2. Administration 



The Provost met with the Council of Deans to solicit input regarding the types of academic 
decisions in which they are involved. The deans provided a long list of decision areas to be 
considered for inclusion into the matrix. Many of the decision areas recommended by the 
deans are covered under the provisions of the union contract. The Provost’s administrative 
staff also provided input into the academic decision areas. The administrative groups were 
not involved in the process beyond providing the initial input for the list of decision areas to be 
considered by the Ad Hoc Implementation Committee on Governance. 

3. Academic Senate and Faculty Association 

Three faculty committee members met throughout the summer to gather and review 
information relevant to the roles and responsibilities of the Academic Senate and Faculty 
Association. To identify the roles and responsibilities of the Academic Senate, the committee 
members examined the Academic Senate Constitution, Academic Senate Policies and 
Procedures, and the document entitled “Academic Senate Standing Committees and Other 
Committees to which the Senate Elects [Members]” which describes each committee and its 
charge. To identify the roles and responsibilities of the Faculty Association, the 1996-1999 
Agreement of Central Michigan University and the CMU Faculty Association and the Letters 
of Agreement were reviewed. These findings were incorporated into the matrix by the 
Implementation Committee. 

4. Students 

The information gathered during the first phase of this study of shared governance on 
students’ roles identified both formal and informal ways that students participate in 
governance. Their formal roles are primarily established through the Academic Senate which 
includes student senators and student membership on most Senate Committees. These 
roles were identified and incorporated into the matrix. The Implementation Committee 
acknowledged, however, that numerous informal and unofficial opportunities for students to 
influence decision making had been identified earlier that could not be appropriately included 
in this matrix, nor did it match the charge of this committee to attempt to treat that information 
in some other way. It does seems clear, however, that the next phase of this work on shared 
governance will offer an appropriate opportunity to make more effective use of the findings on 
students’ opportunities for participation. 

B. Roles and Responsibilities Matrix 

1 . Selection of a Matrix Format 

The Committee was challenged by the task of organizing and presenting the data it had 
gathered in such a way that it would give a clear, thorough, and useful representation of how 
shared governance currently works at CMU. The goal was to identify the full range of 
participation in decision-making across a wide range of the kinds of decisions that constitute 
“shared governance.” There are, of course, numerous responsibilities that rest solely with the 
Board of Trustees. There are also numerous responsibilities which the Board has delegated, 
in whole or in part, to other stakeholders. There are still other responsibilities that rest 
equally with the Board and other stakeholders. Thus, shared governance involves an often 
complex kind of decision-making that is not easily explained. To describe it accurately 
requires that the various decisions-making responsibilities be identified for each decision and 
for all of the relevant stakeholders. A matrix format was chosen as the clearest way to 
organize and present the detailed and complicated array of information. 




5 



3 



2. General Categories of Responsibilities/Decisions 

a. Reserved to Board of Trustees 

Policies, procedures and other decisions reserved to the Board alone or in consultation 
with select senior administrators. 

b. Administrative 

Policies, procedures, and other decisions applicable to the general management of the 
university at all levels. 

c. Personnel 

Policies, procedures, and other decisions related to employment and performance of 
duties as members of the faculty, staff, and administration. 

d. Curricular 

Policies, procedures and other decisions related to academic programs and the 
teaching/learning process. 

3. Stakeholders 

• Board of Trustees 

• President 

• Provost 

• Administration / Senior Staff 

• Academic Senate 

• Senate Executive Board 

• Senate Committees 

• Senate Representatives to Non-Senate committees - such as 
the Academic Planning Council 

• College - which may specify deans, college faculty. Dean’s Advisory Council, faculty 
representatives of the college on various committees, or the college of Extended 
Learning 

• Department or Academic Unit 

• CMUFA 

• Students 

• Other - There are outside participants (beyond the stakeholders internal to the institution 
identified in the grid) that may influence decision-making. Such entries on the matrix 
include the State of Michigan, College of Extended Learning, Arbitrators, Faculty Formal 
Hearing Committee, and CMU Development Board. 

4. Decision Making Responsibilities 
A - Approves/RatifiesA/etoes 

D - Decides (this is the final decision when no “A” (Approval) is 
indicated) 

R - Recommends/Formal Input 
C - Consults/Informal input 

I - Is informed of a decision made by someone else 
M - Representative voting member 
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